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Abstract 
Many talented professionals leave their organizations because managers fail to understand the psychology 
yees stay in the organization and perform at 
peak levels, managers need to adopt a game changing strategy. Butler.T and Waldroop. J, in their article published in 
the Harvard Business Review, September/October, 1999 have introduced the concept of Job Sculpting i.e. matching 
jobs to deeply embedded life interests. Deeply embedded life interests are positively correlated to individual life 
motivators. 
Motivation induces employees to take certain actions or behave in a certain way. Motivation drives a person 
towards a desired goal. Individual motivators can be classified into status, power, monetary rewards, autonomy, and 
search for meaning, security, affiliation, achievement, and creativity. The researchers have developed a model based 
on the interviews of 300 employees across various job designations within 25 organizations in India in 2011, to 
identify the presence or otherwise of these motivators in individuals and to measure the relative importance assigned 
to each motivator on a subjective basis by each individual. Subsequently, the researchers have studied job satisfaction 
as a product of congruence between motivators, life interests, job expectations and actual job description. 
This model can be used by Managers in developing a game changing strategy to map the innate life interests 
to the job profile of each employee in the organization resulting in a sculpted job description that will greatly enhance 
employee productivity, reduce attrition, and help in attainment of overall organizational objectives. 
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1.  Introduction 
Finding, retaining and extracting maximum performance from talented and competent employees while 
keeping their motivation levels, sense of achievement and satisfaction levels high, especially in the context of 
organizations with large and diverse work force  
information explosion, hard ball advertising, dynamic society has created new and multiple needs and wants in the 
human mind, both at conscious and sub-conscious levels.  
Motivation, which is popularly defined as a drive for action based on certain needs and wants, has therefore 
dual is prone to parallel and multiple motivators which 
cause stress and confusion within and which could radically affect personal and professional growth and development. 
It is against this back drop, that an attempt has been made in this research to measure the deeply embedded 
motivators present consciously as well as subconsciously in individuals and to check the relative strength of the 
various motivators for each individual. An attempt has also been made to map these motivators to life interests. A 
study of the need for organizations to sculpt jobs as a strategy to retain competent and talented employees who would 
deliver their best performance to the company and who would be well motivated at all times and satisfied has been 
undertaken. These findings have lead to the development of a model which has been christened as G-Square.  
G-Square is an empirically tested model which helps individuals to identify and prioritize life interests. It 
then correlates the life interests to a set of motivators and also helps individuals to identify, group and prioritize their 
motivators. The G-square test, thus helps individuals understand their preferences vis a vis their competence and helps 
them in mapping their job expectations with their motivators and life interests. Such a test, when administered by the 
which consecutively serve as a ready to use tool for job sculpting.  
 
2.  Literature Review 
Motivation is a driving force which arises from various needs and gets you going and if one links his goals 
and activities to his motivators, that person will start enjoying his work and will feel more energized (R.Ganesan, 
Sushma. G, 2011) 
Many talented professionals leave their organizations because senior managers don't understand the 
psychology of work satisfaction. Talented people stay with a company if the job matches their life interests-long-held, 
emotionally driven passions, which are intricately entwined with personality. Butler T, Waldroop J, 1999, define job 
sculpting as the art of matching people to jobs that allow their deeply embedded life interests to be expressed. They 
state that the managers do not need special training to job sculpt. However, they do need to start listening more 
carefully when employees describe what they like and dislike about their jobs and stop relegating career development 
to human resources departments. 
The frequency of Job/role-change is probably the result of trying to keep ambitious high-flyers with a low 
boredom threshold interested and motivated in an organization (Kennett, Miranda, 2005). Global workers demand 
flexibility, scalability, and job sculpting to ensure that they develop strengths that match their goals and aspirations 
(Van Dam, Nick, 2008) 
The competitive advantage in the new economy relies on intangible assets like brand recognition, knowledge, 
innovation and, in particular, human capital explain how "managers throughout the firm can understand exactly, how 
people create value for an organization (Becker Brian E, 2001) 
Burkholder, Nicholas. C, 2003, have identified that the skills, knowledge and wisdom transfers from generations to 
generations and that the GenXers would always seek for status, authority and rewards and they should be assigned 
positions of  supervisory responsibility and leadership by the managers for better value generation. The need to create 
custom work conditions for every person in exchange for increased performance has also been highlighted by 
Burkholder, Nicholas C in his research. 
Hiring good people is tough, but keeping them can be even tougher. Once managers and employees have 
discussed deeply embedded life interests--ideally, during employee performance reviews--they can work together to 
customize future work assignments. Skills can be stretched in many directions, but if they are not going in the right 
direction--one that is congruent with deeply embedded life interests--employees are at risk of becoming dissatisfied 
and uncommitted (Butler T, Waldroop J, 2009). 
Janice Caplan, 2011, has examined talent management and its importance in contributing to success across an 
organization thus providing a clear explanation of how talent management could benefit companies. Identifying the 
skills and developing them to their full potential is fundamental to growth of an organization.  With intensifying 
is getting harder all the time and his most critical responsibility 
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would be to help his people shine their brightest. when most talented employees are falling short of their 
potential.(Hallowell Edward M, 2011) 
 
 
3.  Job Sculpting 
Butler and Waldroop in their article published in the HBR 1999 have introduced the concept of Job Sculpting 
as a method of matching jobs to deeply embedded life interests. Deeply embedded life interests are long-held, 
emotionally driven passions, intricately entwined with personality and thus born of an indeterminate mix of nature and 
nurture. Deeply embedded life interests are positively correlated to individual life motivators. Using the said 
definition, a study of 25 organizations having between 50 to 500 employees was carried out to identify the existence, 
awareness, perception and strategic focus towards implementing job sculpting for employees. 
 
3.1 The Findings were as follow 
1.   3 % of the organizations had job sculpting existing fully or partially within the organization.   
2.   15% of the Top management was aware of strategic job sculpting. 
3.   100% of the organizations showed openness to the concept of job sculpting.  
4.   87% of the organizations felt that implementing the strategy of job sculpting was difficult 
5.   38% of the CEOs felt that strategic focus on Job sculpting would yield a positive benefit-cost ratio. 
 
4.  Estimating applied competence and satisfaction levels among employees 
An interview of 300 employees across various job designations within the 25 organizations was performed as 
mentioned in the earlier chapter. The employees were chosen on random sampling method. Interviews of the managers 
to whom these employees reported were undertaken and the findings of the latest appraisal reports of these employees 
were discussed. 
The Employees were classified into Competent and Not - Competent based on their job description and job 
performance. The employees were also classified into Contributors and Non-
and objectives. The employees were then classified into satisfied, indifferent and not satisfied. 
 
Table  1.  Based on the above classification and study, the following findings were noted as mentioned   
              in the table. 
 
Serial Number  Parameters Senior Middle Junior 
1 Competent- Contributor-satisfied 30% 50% 40% 
2 Competent-Contributor-Unsatisfied 70% 50% 60% 
 
Almost all the unsatisfied employees mentioned above, agreed that they were not satisfied because gaps 
existed between their job expectation and actual job description The employees also agreed that if their employers 
could understand their true motivators and reframe their job description and Key result areas to reflect and satisfy their 
true motivators and life interests, their productivity and performance levels would be greatly boosted. From the above 
findings, it was concluded that Job sculpting can be used as an effective strategy, to increase the percentage of 
employees at all levels who are competent-contributors and satisfied employees. 
The research further studies, satisfaction as a product of congruence between motivators, life interests, job 
expectations and actual job description. 
 
5. Motivators and Life interests 
A survey was conducted to find out the various kinds of motivators/life interests which drove people to 
action. More than 1000 people were surveyed for the said purpose and were asked the question; name 10 top 
motivators/ life interests in your life? Based on the answers given by the participants and after eliminating the 
overlapping answers, 58 motivators/ life interests were identified which had relevance across the participants  
surveyed. 
 
Table  2. The 58 motivators so identified are illustrated in the table below 
 
 
Expensive Life style goods 
 
High earnings Investments  and wealth 
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Recognition 
 
Designation 
 
Chief Guest 
 
Influencing others 
 
Controlling resources 
 
Conflict resolution 
 
Seeing differently 
 
Imagination 
 
Openness to ideas 
Adventure 
 
Freedom 
 
Enterprise 
Making friends quickly Socializing 
 
Do you like communication 
 
Working on targets 
 
SWOT analysis Mastery 
 
Stability v/s growth 
 
 
Low risk taking ability 
 
 
Self respect 
Philosophical and holy books 
 
Self introspection and meditation 
 
Uphold values, ethics and 
principles 
 
Risk taking 
 
Impressed by Rich people 
 
Consumerism 
Admiration Impressed by famous people 
 
Self Image and PR 
 
Commitment 
 
Impressed by people in powerful 
positions Authority and sanction 
 
Doing things differently 
 
Impressed by artistic and creative 
people 
 
Curiosity 
 
Decision making 
 
Experience 
 
Independent 
 
Relationships 
 
Impressed by popular people 
 
Intimacy 
 
Competence 
 
Impressed by high fliers and 
achievers Ambition 
 
Family bonding 
 
Impressed by conservative people 
 
Planning and organizing 
 
Emotionally and mentally 
balanced 
 
Impressed by teachings of spiritual 
gurus 
 
Inner development and 
conscience 
 
Pleasure seeking 
  
Tradition 
  
Health 
 
Avarice to debt and over 
spending    
 
Subsequently these motivators/ life interests were grouped under 9 categories of motivators. For the purpose 
of identification and classification, different colours were attributed to these groups of motivators. 
 
Table  3.  Motivator grouping based on colours assigned 
 
Serial Number Motivator Group Number of motivators assigned Colour assigned 
1 Status 6 Red 
2 Power 6 Black 
3 Monetary rewards 7 Green 
4 Creativity 6 Pink 
5 Autonomy 6 Blue 
6 Achievement 6 Golden 
7 Search for meaning 6 Maroon 
8 Affiliation 6 Yellow 
9 Security 9 Grey 
 Total 58  
 
6.  Developing and testing the G-Square Model to map Motivators to Deeply embedded life interests as a strategy 
for improving employee performance through Job Sculpting 
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Based on the survey and study as aforesaid, several challenges surfaced while helping individuals in 
identifying their true motivators and life interests. With this objective in mind, the researchers developed and tested 
the G-Square model on the respondent employees to identify and prioritize the top motivators in them. 
 
 
 
From the testing of the model, many different permutations and combinations of the motivators were noted and 
studied by the authors. For illustration, some of the permutations were as follows: 
 
1. People having all Nine motivators 
2. People having less than 6 motivators 
3. People who had 4 or more top motivators with equal number of cards under each class. 
4. People who had very strong top two motivators with more than 6 cards or more in each of the two categories. 
5. People who had clearly defined motivators one below the other in descending order. 
 
Based on the said study, the authors have found that a positive correlation existed between the Competence-
Contribution- satisfaction levels of the participants and the motivators so mapped.  
 
7.  Statistical Analysis: 
Purpose: To study whether employee competence & satisfaction is independent of clearly defined employee 
motivation. 
Null hypothesis: There is no relationship between employee competence, satisfaction and clearly defined employee 
motivation. 
Research hypothesis: There is a significant relationship between employee competence, satisfaction and clearly 
defined employee motivation. 
Statistical technique: Chi-square test of contingency.  
Level of significance = 0.05 
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The Cross tabulation table produced by SPSS gives the frequency for each category combination. 
 
It can be seen that total 215 employees have a clear defined motivation, of these 171 (79.5%) are competent    
and satisfied and the remaining 44 (20.5%) are not competent and not satisfied.  
  
Further, 85 employees do not have a clearly defined motivation. And of these 9 (10.6%) are competent and  
satisfied and rest 76 are not competent and satisfied.  
 
The total number of employees competent and satisfied are 180 (of these 171(95%) had a clearly defined  
motivation and 9 (5%) had no clearly defined motivation) and not competent and not satisfied are 120 (of  
these 44 (36.7%) had a clearly defined motivation and 76 (63.3%) had no clearly defined motivation)  
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Incidentally, the assumption of chi-square has been met. None of the cells have expected count less than 5. If 
one looks at the expected counts in the cross tabulation table, it should be clear that the smallest expected count is 34 
(not competent and not satisfied employees with no clearly defined motivation) 
Chi-square statistic tests whether the two variables are independent. The value of chi-square is 120.67 and is 
significant at 5% level of significance (p < 0.05), i.e. the chance of committing a type I error is less than the cut off 
0.05, thus the null is rejected and we conclude that, employee competence, satisfaction 
and clearly defined employee motivation. 
 
       
 
7.1   Calculating effect size: 
The analysis lead to a calculated odds ratio and it was found that the odds of employees having a clearly 
defined motivation were 33.33 times higher if they were competent and satisfied than when they were competent and 
not satisfied.  
 
7.2   Findings from the study 
 
1. The study revealed that the participants whose job description was in alignment with their life interests and 
motivators were satisfied and made positive contribution to the overall organizational goals and objectives. 
2.  It was also established that participants who were very competent in their present job and who were making 
highly positive contributions to their organizational objectives and who were highly satisfied with their jobs 
and organizations also had a clearly defined hierarchy of motivators. They had between one and two 
dominating motivators and the other motivators were either absent or present weakly. 
3. The participants, who had four or more top motivators having equal or almost equal importance, were not 
clearly focused on their personal and professional goals and objectives. Such persons also exhibited lack of 
satisfaction with their present job profile. 
4. The research lead to the finding that, some motivators complimented one another whereas some motivators 
contradicted and conflicted one another. For illustration monetary rewards and achievements complimented 
one another whereas monetary rewards and search for meaning contradicted one another. 
5. The authors found that the presence of complimenting motivators among the top four motivators resulted in 
the participants being more focused, performance driven and   action oriented.  
6. It was also found that the presence of contradicting and conflicting motivators among the top four motivators 
resulted in the participants delaying decisions and action. 
7. Finally it was observed that the employers, who took the initiative to sculpt the job profile of the employees 
based on a clear understanding of the motivators and life interests of the employees generated through the G-
Square test, reported an exponential improvement in the performance level and satisfaction level of such 
employees.  
 
8. Conclusion and Suggestions 
 
The G-Square model thus developed has been empirically tested and found to precisely bring out the hidden 
life interests and strong motivators among diverse participants selected from different age groups, income levels, 
genders, work experience, designation, qualification, culture, belief and nationalities. 
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Employers and managers can use the G-Square test to their advantage. The test helps employers and 
managers to understand their employees on a psychological level. Employers can play both psychologists and 
detectives in order to bring out the deeply embedded life interests, hidden desires and drivers of the employees using 
the test. 
Employers and managers can, using the G-Square test, identify the reasons why some employees perform par 
excellence while some other employees deliver sub optimal performance.  
The Test helps top management to develop a strategic focus, sculpting the job profiles of the highly competent, 
contributing yet dissatisfied employees by tagging the job profile and key result areas to the motivators identified by 
the test. 
It is said that some people work because they want to work, while others work because they have to work. If 
jobs are sculpted around employees rather than employees being given jobs, if employees believe their jobs are in 
alignment with their true life interests and motivators, if employers believe that the human potential can be 
exponentially unleashed, organizations can give a whole new meaning to strategic Human Resource Management and 
human resources re-engineering. 
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